
The Incident 
Strategic 
Alignment 
Process:

              provides IMT & AA 
an effective way of developing, 
discussing and communicating 
incident strategy and risks.

A process that



Backstory
• 2017 NMAC tasking: collect, evaluate & recommend 

BMP for how AA & IMT talk about risk.
• Address consistency, reduce confusion & safety gaps.
• Empower IMT, AA & incident responders to effectively 

assess, understand and communicate risk & strategy.

ISAP Objectives
• Identify, assess and rate critical values at risk to 

inform actions.
• Develop durable strategy – cross functions & IMT
• Assess responder risk over wider time, geography 

& multiple tactics
• Understand what could impact success.



Moving Forward:
NWCG Executive Board established the ISAP Task Team 
in October 2023.  Work outlined for next 18 months.

'Develop standards which ensure strategic thought process 
and alignment of management actions is occurring 
between agency administrators (AA), fire management 
organizations, and incident management teams (IMT) 
throughout the duration of an incident.'



Why ISAP?
• True risk-informed decisions
• Sensemaking – understanding the criteria with which 

we measure our decision(s)
• Defining acceptable risk on incidents with conflicting 

values
• Risk ownership at appropriate levels
• Alignment & Communication
• Strategy that transcends transitions (IMT & AA)



Agency/Bureau Leaders, 
Jurisdictional Entity 

Responsibility
Jurisdictional entity together 

with Protection FMOs or 
Reps, IMT

IMT, Crews, Aircraft, Engines, 
etc.

Individual firefighter

Agency Policy, Organizational 
Safety Plans

Strategic Risk Assessment

Next Implementation Shift:
215A, 215R

Sizing up a tree/felling
Hiking into a fire

Risk Assessment/Activity Risk Ownership Level

Enterprise

Strategic

Operational

Real-Time

Levels of Risk Management:



ISAP:  4 Pillars
1. Critical Values at Risk
2. Strategy & Strategic Actions
3. Responder Risk
4. Probability of Success

Creating shared understanding 
between incident responders at 
all levels.  Facilitating 
meaningful risk dialogue to 
foster alignment, focus efforts 
and prioritize work.



ISAP Resources 



Critical Values at Risk Conversation

When? Why first?
Who’s involved?

How introduce to 
AA?
What makes a 
value “critical” & 
“at risk”?
How do you 
capture the 
conversation?





Strategy Definition
"Strategy is the focused set of actions taken to address incident level challenges, 
guided by seeking the best balance of risk to lives, communities, and landscapes."

Strategy & Strategic Actions
Strategies are developed may be divided Strategic Actions that address the unique 

incident needs. Fires typically have 1-5 Strategic Actions.

Collaborative planning (PODs/Pre-Attack plans)
Observation and Collective Experience

Incorporating best available science and analytics

Consider: What are we protecting? How are we going to protect or preserve it?

Pillar 2:  Strategy and Strategic Actions



Using the terms and displaying the strategy



Understanding ISAP terms
• Strat Map displays WHOLE strategy
• SAs are portions of the strategy with 

similar critical values, risks & tactics
• Written as:  “Using X, keep fire Y to protect 

Z”
• 2-3 SA-may not include entire perimeter
• Where to focus first/prioritize 

conversations
• Capture using SA tabs in SRA form
• MUST happen pronto to build alignment
• Who does this? When? How?



Analytics Used to Inform Strategy
Traditional Products:
• FSPro

• Short Term Fire Behavior Runs:
• Flow Paths
• Arrival Time

• Near Term Fire Behavior Runs

• Fire History

• Fuels Layer / Past Treatments

• Short Term Weather Forecasts

• Long Term Weather Analysis
• Wind Rose
• Season Ending Analysis
• Critical Fire Weather Days Probability

RMA Products:

• Ground Evacuation

• Snag Hazard

• Suppression Difficulty Index (SDI)

• Potential Control Locations (PCL)

• Housing Unit Density

• PODs (Potential Operational Delineations)

• Quantitative Wildfire Risk Assessments

• Season Ending Analysis

• Aviation Use Summary

• Line Analysis



Risks to Responders: Risk Influencers
Six common denominator wildland fire mechanisms of injury are considered for each portion of the strategy.

Ground 
Transportation

Rapid Fire 
Growth

Hit-By HazardsAviation 
Operations

Human 
Factors

Medical 
Response & 
Capability



Pillar 3 in the SRA
• Ratings can be subjective
• Where do ratings come from?



Probability of Success
Defining success along with understanding 

challenges, risks and opportunities are a 
key component of developing 

sound strategy.

• Understanding & accepting the 
balance between risks & rewards

• Articulating & preparing for what 
needs to go right & things that 
might go wrong

• Overconfidence effect






Deliverables Promote 
Understanding: 
Strategic Risk Assessment

• All 4 Pillars in one location
• Captures conversation, questions, tradeoffs, 

challenges & concerns
• Durable product for the eDoc Box
• Transition & in-brief information throughout 

the incident’s life
• Standardized form for consistency

Pillar 2 Pillar 4



How to 
incorporate 
ISAP into team 
process:



Meetings? 
    Conversations?

• Critical Values at Risk conversation
• Strategy meetings
• Hallway Homework



Variability 
within Consistency

• Personalization v Customization
• True to intent & standardization:  NO 

alteration of Pillars, Terms/Definitions, 
Forms

• Durable & Transferable: in-briefings, 
transition meetings, doc storage of 
maps/notes/forms

• Meeting "agendas"



Plans – 
• Value based objectives
• Alignment between 

WFDSS & 204s
• Improved products 

(IAP/Maps)
• Reduction in map 

products
• Improved 209 inputs
• Ahead of demob needs
• Ahead on staffing needs

Safety-
• Informing development 

of strategy, not just 
mitigating risk for 
selected actions

• Understanding of Risk 
Reward Balance

• Better understanding of 
staffing needs

• Field safeties 
understand the “why”

Logistics – 
• Able to set up long-term 

communication network
• Long-term Facility needs 

known
• Ahead on unit staffing 

needs based on strategy i.e. 
GS, MEDL, etc.

• Ops Resource needs will 
help to inform meal 
numbers, supply needs, etc. 

Finance – 
• Improved cost projects
• Proactive LUA execution
• Able to project cost-

share needs
• Improved claims 

projections
• Ahead of any financial 

threshold triggers 
(WFDSS ceiling)

• Ahead of demob needs

Information -
• Improved messaging of 

the “why”
• Earlier notifications
• Proactive development 

of key messages for 
potential issues

• Ahead on section 
staffing needs based on 
strategy

AA/Local FMOs- 
• Define success or end-state 

early & set IMT up for success
• Leverage pre-season work 

(PODs) & local knowledge
• Ensure shared risk tolerances 

and acceptance of risks (to 
values and responders)

• Understanding of factors 
contributing the P(success)

• Improved partner relations
• Less deferred risk decisions

IC/LOFR-
• Clear understanding of 

the values
• Able to eff. articulate 

strategy to partners, 
cooperators, public

• Align enter IMT
• Earlier evac. planning
• Able to clearly 

communicate intent

Operations – 
• Values based strategy
• Better line placement
• Less unnecessary line 

construction & 
responder exposure

• Durable strategy
• Identifies blind spots 

early
• Better Briefings/Commo

Ground Resources –
• Understand the 

“why” (values);
• Improved real-time 

risk decisions
• Clearer 

understanding of how 
much risk to take for 
the value



How do we know if ISAP is being used effectively by an IMT?
Critical Values at Risk are shared during briefings 
and identified on maps.

Everyone involved understands the factors that 
need to go right, and the things that could go 
wrong, that affect probability of success.

The Strategy, which combines best science, 
experience and ground truthing, makes sense and is 
based on protecting the Critical Values at Risk.

Responder Risk describes residual risk from major 
hazards that adds transparency for decision makers 
at Real-time, Operational and Strategic levels.



Questions, 
Thoughts, 
Comments...
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